United States
Office of Personnel Management

General Schedule Leader
Grade Evaluation Guide

Workforce Compensation and Performance Service
Classification Programs Division
April 1998

Main Menu  Help Screen




PPP
A-76 (C/A)

PQA

RESHAPE (VSIP/VERA/RIF)

BENEFITS
CLASSIFICATION
AFFIRM CEA 14/15
OVERSEAS

STAFF (GEN)

PAY

TOF (HQ/DEPOTS)
HIRING FREEZE
BRAC

HIGH GRADE CONTROL
SES

SPECIAL EMPLOYMENT

JEFF/JAN

SUE/SHIRLEY

JEFF/DAVE B.

SHIRLEY/SUE/JEFF

JAN

DAN

SUE/JEFF

JEFF/SUE

SHIRLEY/JEFF/DAN/SUE

DAN/SHIRLEY

DAVE/JEFF/SHIRLEY

JAN/SUE

SHIRLEY/JEFF

DAN

DAN

JEFF/SHIRLEY/SUE/JAN



General Schedule Leader Grade Evaluation Guide

CONTENTS

PART I - GENERAL SCHEDULE WORK LEADER POSITIONS ............ ... ... .. .. 3
COVERAGE OF PART I .. i i e e e e 3
EXCLUSION S i e e e e e e e 4
NOTE TO USERS .. i e i e i e e it ce e 4
GRADE LEVEL DETERMINATION ...t e ei e e 5
TITLING INSTRUCTIONS .o i e e e 6
SERIES DETERMINATION ........ P 6
PART II - GENERAL SCHEDULE TEAM LEADER POSITIONS .......... ... ..o ..., 7
COVERAGE OF PART Il ..o i e e e et e e e 7
EXCLUSION S .t i e e e e i e 7
NOTE TO USERS .. e e i et 8

Background ... ... e e 8

Relationship to Bargaining Unit Status of Team Leader Positions ..................... 8

PoSition Management . . ... vttt e e e 9
OCCUPATIONAL INFORMATION ...ttt e e e 9

Functions of Team Leaders .............. .. .o ot P 9
Differences Between Team Leaders and Supervisors

.............................. 11
GRADE LEVEL DETERMINATION ... .ot ee i 12
Base Levelof Work Led ... ..o i 13
TITLING INSTRUCTIONS . ittt ittt ettt e e e e ettt 14
SERIES DETERMINATION ... . i i i e ens 14

Main Menu  Help Screen



General Schedule Leader Grade Evaluation Guide

Page 3

PART I - GENERAL SCHEDULE WORK LEADER POSITIONS

GUIDANCE FOR CLASSIFICATION OF ONE-GRADE INTERVAL
GENERAL SCHEDULE WORK LEADER POSITIONS

COVERAGE OF PART 1

Part I of this guide is used to classify positions of work leaders who, as a regular and recurring

‘part of their assignment, lead three or more employees in clerical or other one-grade interval

occupations in the General Schedule in accomplishing work. Work leaders also perform work
that is usually of the same kind and level as that done by the team led.

Part I of this guide supersedes the Work Leader Grade Evaluation Guide issued in January 1976.

Leaders are responsible to their supervisors for ensuring that the work assignments of the other
employees of the team are carried out by performing a range of duties such as:

1.

Distribute and balance the workload among employees in accordance with established work
flow or job specialization, assure timely accomplishment of the assigned workload, and
assure that each employee has enough work to keep busy;

Keep in touch with the status and progress of work, and make day- to- day adjustments in
accordance with established priorities, obtaining assistance from the supervisor on problems
that may arise, such as backlogs which cannot be disposed of promptly;

Estimate and report on expected time of completion of work, and maintain records of work
accomplishments and time expended and prepare production reports as requested;

Instruct employees in specific tasks and job techniques and make available written instruc-
tions, reference materials and supplies;

Give on the job training to new employees in accordance with established procedures and
practices;

Maintain a current knowledge and answer questions of other employees on procedures,

policies, directives, etc. and obtain needed information or decisions from supervisor on
problems that come up;

Check on work in progress or spot check work not requiring review (e. g., filing or direct
services) and review completed work to see that supervisor's instruction on work sequence,
procedures, methods and deadlines have been met;

Amend or reject work not meeting established standards, refer to supervisor questions or
matters not covered by standards and problems in meeting performance standards;
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9. Monitor working conditions such as seating, ventilation, lighting, safety, etc.;

10. Approve leave for a few hours or for emergencies;

11. Inform employees of available services and employee activities;

12. Resolve simple, informal complaints of employees and refer others to supervisor;

13. Report to supervisor on performance, progress and training needs of employees, and on
behavior problems; and

14. Provide information to supervisor as requested concerning promotions, reassignment,
recognition of outstanding performance, and personnel needs.

EXCLUSIONS

Part I of this guide should not be used for positions of:

1. Employees who are accountable as supervisorss for planning, scheduling, and directing work
operations, administering supervisorsy personnel functions, evaluating work performance,
and taking necessary action to assure that the work of subordinate employees meets standards

of quantity and quality. (See General Schedule Supervisorsy Guide, the Introduction to the
Position Classification Standards, and Part II of this guide.)

2. Employees who have "project" responsibility but do not lead other workers. In some work
situations, employees are responsible for projects where some of the work needed to
complete the projects is done (" farmed- out”) by other employees. Where the other employ-
ees do such work under the immediate direction of their regular supervisors, the position of
the employee with "project” responsibility is considered to be nonsupervisorsy in nature.

3. Employees who are responsible for work assignments requiring only one or two other
workers. The positions of such employees have as their primary responsibility personal work
accomplishment. Responsibility for work assignments involving one or two other persons is
not sufficient to warrant being classified as a leader. Such positions are classified under
appropriate nonsupervisorsy classification standards.

4. Employees who lead two-grade interval work or work accomplished by GS-09 or higher one-

grade interval positions. Such positions are to be classified through application of grade level
criteria in Part II of this Guide.

NOTE TO USERS

It is the nature of responsibility for the work of others, rather than the number of employees
involved, that distinguishes between leader and supervisorsy jobs. However, where the number
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of workers is more than 12, the position should be carefully reviewed to determine whether it is
really that of a leader rather than that of a supervisors, and therefore covered by this guide for
leaders of clerical and other one-grade interval occupations.

GRADE LEVEL DETERMINATION

Under Part I of this guide, leader positions are classified one GS grade above the highest level of
nonsupervisorsy work led.

Neither the number of workers led nor the variety of occupations in which they perform work
impact the grade of a leader position. Because of the limited nature of leader responsibility, these
factors do not significantly affect the difficulty and responsibility involved in performing the
duties of a leader. Thus, where the employees in the team perform work in a variety of occupa-

tions, an extra grade should not be added because of that variety to the level of nonsupervisorsy
work used in classifying the leader position.

In determining the base level of work led, the grade to be used usually is the grade of the highest
level employee in the team (other than the leader or a supervisors). However, care should be
taken to assure that this grade reflects the level of the nonsupervisorsy work actually led.

For exémple:

a. The grades of employees assigned to a work team may reflect the level of their other work
assignments rather than the work they do when they serve as members of the work team.

b. The highest level employee assigned to the team may do work in an occupation in which the
leader is not fully qualified. The level of such work should be used to grade the leader job
only where the leader, although not fully qualified, has enough knowledge of the occupation
to lead the work involved (for example, pass on instructions from the supervisor, explain

work methods, check work, and report to the supervisor on work status or causes of work
delays).

¢. The highest level employee, although assigned to the team, may receive little or no leadership
from the leader in performing his work (for example, where the employee is an "expert" in
the work, or performs above the normal full performance level of the occupation). In this
case, the grade of the highest level employee does not reflect the level of the nonsupervisory
work actually led, and should not be used as the base level.

Thus, in classifying one-grade interval leader jobs, consider only work where the leader performs
substantially the full range of leader duties described under Coverage of Part 1.

Where the nonsupervisory work personally done by a leader is at a higher grade than the work
done by the employees led, the nonsupervisory work and the leader duties are graded separately.
The final grade of such a position is then determined by selecting the leader grade level or the
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nonsupervisory grade level, whichever is higher. (Note: Where the final grade of such a position
is based on its nonsupervisory work, the position is titled and classified as a nonsupervisory
position, not as a leader.)

TITLING INSTRUCTIONS

Positions covered by Part I of this guide are identified by prefixing the word "Lead" to the title of

the position in which the leader is qualified and which reflects the work being performed by
those led: for example -

LEAD SUPPLY CLERK
LEAD VOUCHER EXAMINER
LEAD MECHANICAL ENGINEERING TECHNICIAN

SERIES DETERMINATION

This guide is not intended to affect current practice regarding series classification. Positions
classified as to grade by means of this guide will continue to be classified to the most appropriate
classification series in accordance with definitions published in the U.S. Office of Personnel

Management's (OPM) Handbook of Occupational Groups and Families and amplifying material
in individual OPM position classification standards and guides.
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PART 1I - GENERAL SCHEDULE TEAM LEADER POSITIONS

GUIDANCE FOR CLASSIFICATION OF TWO-GRADE INTERVAL
GENERAL SCHEDULE TEAM LEADER POSITIONS

COVERAGE OF PART II

Part 1I of this guide is used to classify positions whose primary purpose is, as a regular and
recurring part of their assignment and at least 25% of their duty time, to lead a team of other
General Schedule (GS) employees in accomplishing two-grade interval work that meets at least
the minimum requirements of Part II. Team leaders usually also participate in the work of the

team by performing work that is of the same kind and level as the highest level of work accom-
plished by the team led.

Team leaders work with team members to achieve specific tasks, produce work products and
services and meet program and production goals. Typically, a team leader assists the team
through knowledge and application of leadership and team building skills and techniques such as
group facilitation, coordination, coaching, problem solving, interpersonal communication,
integration of work processes and products, obtaining resources and liaison with the supervisor.
Team leaders covered by this guide are also accountable for outcomes and results, e.g., timely
delivery of quality work products and services produced by the team led.

EXCLUSIONS

The distinction between team leader positions and types of positions that involve other forms of
leadership may not always be clear. Users are urged to consider all available information in
making a decision. This guide does not apply to:

1. Positions that fully meet Factor Level 3-2 in the General Schedule Supervisory Guide
(GSSG). This includes positions and employees who are accountable as supervisors for
planning, scheduling, and directing work operations, administering supervisory personnel
functions, evaluating work performance, and taking necessary action to assure that the work
of subordinate employees meets standards of quantity and quality.

2. Positions which lead other employees in performing work for which a base level cannot be
determined. In some cross-functional project or matrix teams there may be no correlation
between the type and/or grade level of work done by team members and the grade levels
and/or occupational series of their permanent positions; consequently, it may not be feasible
or practical to determine the base level of work performed. An example might be a team
composed of employees ranging in grade/rank from WG-2 and GS-5 to GS-14 and SES,
representing different field offices, which meets for the express purpose of developing a
consolidated, organization-wide strategic plan.
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3. Positions that have functional “project” responsibility but do not lead other workers on a
continuing basis and/or personally perform work at a higher level than the work led. Such
jobs should be evaluated by comparison with criteria in appropriate Factor Evaluation System
(FES) or narrative classification standards that contain criteria for project or program
management work (e.g., the Administrative Analysis Grade-Evaluation Guide or the Grade
Level Guide For Test and Evaluation Work in Engineering and Science Occupations).

NOTE TO USERS

Background

Part IT was developed to support the implementation of delayering, streamlining and right-sizing
initiatives. It fills a gap in the classification coverage of two-grade interval team leader positions.
Information about work covered in the guide was gathered by reviewing current human resources
management literature, conducting fact finding involving sampling representative positions in
agency headquarters organizations and field installations, identifying issues and concerns
expressed by managers and personnelists, and analyzing comments and suggestions from
agencies. The resulting classification criteria were developed with the assistance of agency

experts to meet the needs of agency managers and personnelists in classifying a broad continuum
of new leadership positions across government.

In addition to grade level criteria, Part II includes:
+ occupational information about the work of team leaders;
+ minimum requirements for coverage;
- examples of exclusions; and

 instructions for titling covered positions

Relationship to Bargaining Unit Status of Team Leader Positions

Due to important and significant differences between the position classification and labor
relations definitions of “supervisor,” this guidance should not be used to determine the bargain-
ing unit status of team leader positions. There is a wide range of duties and responsibilities
associated with team leadership, some of which may overlap typical supervisory functions. The
bargaining unit status (BUS) of each position, i.e., the determination as to whether or not a
particular position is included or excluded must be made separately through reference to labor
relations criteria, not position classification standards. For additional information on determining
the BUS of team leader positions classified using this guide, the user is referred to guidance and
definitions in Title 5 United States Code, Part I1I, Subpart F, Chapter 71.
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Position Management

First and foremost, assignment of work and establishment of positions are agency management
prerogatives, not classification issues. This team leader classification guidance provides a means
of recognizing and crediting the performance of a distinctly different type of leadership work, but
this guidance should not be interpreted as encouraging or discouraging the establishment of such
positions wherever and whenever management decides they are necessary to further work
accomplishment. The need for, size of the team, and number and type of team leader positions
established should be based upon sound position management considerations, such as the
reporting supervisor’s span of control, the type of work led and the costs and benefits of the

resulting structure relative to providing customer service and meeting organizational require-
ments.

More specifically, managers are responsible for designing organizations and structuring positions
and functions in a manner that optimizes efficiency, economy, productivity, and organizational
effectiveness. Sound position management, in addition to the above considerations, also requires
a careful analysis of the level of independence of the positions led. For example, positions at the
full performance level in any given organization may operate with fairly significant freedom from
supervision. Positions of this type generally need little or no guidance on such matters as
selecting appropriate problem-solving methods and techniques, or locating the appropriate
regulations. Consequently, the decision to establish team leader positions warrants careful

consideration of all applicable position management factors, including potential impact on
supervisory positions.

For additional guidance on position management, the user is referred to the Introduction to the
Position Classification Standards, Section III. Principles and Policies of Position Classification.

OCCUPATIONAL INFORMATION

Functions of Team Leaders

Team Leaders are responsible to their supervisors or managers for assuring that the work of their
assigned team is carried out by performing a range of coordinating and supportive duties and
responsibilities. Team Leaders utilize a variety of coordinating, coaching, facilitating,
consensus-building and planning techniques. These kinds of work methods and knowledges,
skills and abilities (KSAs) are alternatives to traditional supervision which enable the team as a

whole to deliver improved quality, quantity and timely services and/or work products to their
customers.

To be classified by application of Part II, positions must exercise the minimum authorities and
responsibilities required for coverage. Ata minimum, Team Leaders perform all of the first

seven (7) coaching, facilitating and mentoring duties and a total of fourteen (14) of the twenty
(20) duties listed below:
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10.

Ensure that the organization’s strategic plan, mission, vision and values are communicated to

the team and integrated into the team’s strategies, goals, objectives, work plans and work
products and services;

Articulate and communicate to the team the assignment, project, problem to be solved,

actionable events, milestones, and/or program issues under review, and deadlines and time
frames for completion;

Coach the team in the selection and application of appropriate problem solving methods and
techniques, provide advice on work methods, practices and procedures, and assist the team
and/or individual members in identifying the parameters of a viable solution;

Lead the team in: identifying, distributing and balancing workload and tasks among employ-
ees in accordance with established work flow, skill level and/or occupational specialization;

making adjustments to accomplish the workload in accordance with established priorities to

ensure timely accomplishment of assigned team tasks; and ensuring that each employee has
an integral role in developing the final team product;

Train or arrange for the training of team members in methods and techniques of team
building and working in teams to accomplish tasks or projects, and provide or arrange for

specific administrative or technical training necessary for accomplishment of individual and
team tasks;

Monitor and report on the status and progress of work, checking on work in progress and
reviewing completed work to see that the supervisor’s instructions on work priorities,
methods, deadlines and quality have been met;

Serve as coach, facilitator and/or negotiator in coordinating team initiatives and in consensus
building activities among team members;

Maintain program and administrative reference materials, project files and relevant back-
ground documents and make available policies, procedures and written instructions from the

supervisor; maintain current knowledge to answer questions from team members on proce-
dures, policies, directives, etc.;

Prepare reports and maintain records of work accomplishments and administrative informa-
tion, as required, and coordinate the preparation, presentation and communication of work-
related information to the supervisor;

Represent the team in dealings with the supervisor or manager for the purpose of obtaining
resources (e.g., computer hardware and software, use of overtime or compensatory time), and

securing needed information or decisions from the supervisor on major work problems and
issues that arise;
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11. Report to the supervisor periodically on team and individual work accomplishments,

problems, progress in mastering tasks and work processes, and individual and team training
needs;

12. Represent the team consensus and convey the team’s findings and recommendations in
meetings and dealings with other team leaders, program officials, the public and other

customers on issues related to or that have an impact on the team’s objectives, work products
and/or tasks;

13. Estimate and report to the team on progress in meeting established milestones and deadlines
for completion of assignments, projects and tasks, and ensure that all team members are
aware of and participate in planning for achievement of team goals and objectives;

14. Research, learn and apply a wide range of qualitative and/or quantitative methods to identify,
assess, analyze and improve team effectiveness, efficiency and work products;

15. Lead the team in assessing its strengths and weaknesses and provide leadership to the team in
exploring alternatives and determining what improvements can be made (e.g., in work
methods, processes and procedures);

16. Approve emergency leave for up to three days; eight hours or less for medical appointments;
and/or other types of leave as delegated by management;

17. Resolve simple, informal complaints of employees and refer others, such as formal griev-
ances and appeals, to the supervisor or an appropriate management official;

18. Communicate team consensus and recommendations to the supervisor on actions affecting
team and individual awards, rewards and recognition;

19. Inform employees of available employee benefits, services and work related activities;

20. Intercede with the supervisor on behalf of the team to inform the supervisor of performance
management issues/problems and to recommend/request related actions, such as: assign-

ments, reassignments, promotions, tour of duty changes, peer reviews and performance
appraisals. '

Differences Between Team Leaders and Supervisors

For a position to be classified as supervisory and evaluated under the GSSG, the requisite
supervisory and related managerial responsibilities involve the accomplishment of work through
combined technical and administrative direction of others, and must constitute a major duty
occupying at least 25% of the supervisor’s time. Supervisory work, at a minimum, includes
responsibility for: planning and scheduling work; assigning work to employees; accepting,
amending or rejecting completed work; assuring that production and accuracy requirements are
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met; appraising performance and recommending performance standards and ratings; approving
leave; and effecting minor disciplinary measures. Additionally, the duties of a supervisor
typically include prioritizing and scheduling work, and finding ways to improve the quality

and/or quantity of the work directed.

Leadership and supervision may be thought of as points along a continuum from nonsupervisory
to managerial work. The range of duties a team leader may be assigned is very flexible, i.e.,
duties may be just sufficient to meet the minimum for coverage to almost sufficient to warrant a

supervisory classification.

Nons*@rvisor

Tean‘ﬂJeader

Sup?(visor Mamer

B e

For quick reference, the chart below lists examples of some of the more significant differences
between team leaders and supervisors. These examples are not intended to be all-inclusive:

TEAM LEADERS:

SUPERVISORS:

Explain team goals and objectives to assigned team
members and assist team in organizing to accomplish
work

Set team goals, select team leaders, assign team mem-
bers and administratively and technically direct the
work of subordinates

Coach, facilitate, solve work problems and participate
in the work of the team

Plan, assign, review and accept, amend or reject work
done by teams and subordinates

Provide information to the supervisor on performance
of the team and individuals

Assign performance ratings, approve awards and take
performance-based corrective actions

Communicate assignments, milestones and deadlines to
the team and individuals based on supervisor’s instruc-
tions

Make work assignments, set or negotiate deadlines and
completion dates

Observe training needs and relay training needs and
requests to supervisor

Schedule and approve funding for team and individual
training

Inform supervisor of attendance and behavioral prob-
lems

Counsel employees on behavior and initiate disciplin-
ary actions if required

Relay requests for resources and supplies

Allocate resources to teams

GRADE LEVEL DETERMINATION .

Under Part II, Team Leader positions are classified one full GS grade level (in a two-grade
interval pattern) above the highest grade level of GS-9 or higher (nonsupervisory and nonleader)
work led which is carried out for 25% or more of the time by team members. For example,
leading a base level of GS-11 work would result in a grade level of GS-12 for the Team Leader’s
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position; or, leading a base level of GS-9 or GS-10 positions would yield a grade level of GS-11
for the Team Leader’s position.

Where the work personally done by a Team Leader is materially different from the work done by
the employees led, the work and the Team Leader duties are graded separately. The final grade
of such a position is then determined by selecting whichever grade is higher.

Base Level of Work Led

In determining the base level of work led, the grade to be used is typically the grade of the
highest level of work performed within the team for which the Team Leader is fully responsible.
Usually, the base level of work led will also be the level that is most representative of the work
of the team led on a continuing basis. Care should be taken to ensure that the grade credited as
base reflects the level of 25% or more of the work actually led.

Base level can also be viewed as that portion of the total workload which accounts for 25 percent
or more of the duty hours of subordinates and others (based on estimates derived from position

descriptions, supervisors, staffing studies, or contract documents) which is expended on work at
or above the grade level credited.

Alternatively, where extensive contract work is present, 25 percent or more of the dollars spent
on human services would be allocated for work at or above that grade level. For this purpose,
include the workload of General Schedule (GS) subordinates, Federal Wage System employees
in occupations and/or pay categories often associated with comparable work done by GS
counterparts (e.g., Wage Grade Instrument Makers and GS Engineering Technicians, assigned
military, volunteers, student trainees or non-Federal workers such as contractor employees, State
and local workers, or similar non-federal personnel). In the assessment of the level of any work

performed by non-GS employees, pertinent classification standards should be consulted to derive
an appropriate GS equivalent, wherever possible.

In determining the highest level of work which constitutes at least 25 percent of the leader’s

workload or duty time, credit the work of trainee and developmental positions at the full
performance level.

Exclude from Consideration as Base Level.:

» Any subordinate work the grade level of which is based on criteria in the GSSG (i.e.,
supervisory duties) or the GS Team Leader Grade Evaluation Guide, Part I or Part II;

«  Work the grade level of which is based on an extraordinary degree of independence from
supervision or personal accomplishment. For the purpose of applying this guide, it will be
necessary to adjust the grade level of such work to whatever level is appropriate for perfor-
mance under "normal" supervision. For example, if the highest graded employee receives
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little or no guidance from the leader, the grade level of that employee’s position may not be
representative of the level of work actually led, and should not be used as the base level.

«  Work for which the leader does not perform the minimum duties defined under coverage
requirements in this guide for at least 25% of her/his duty time;

« TFWS, military, contractor, volunteer or other non-GS work that is not susceptible to conver-
sion to a comparable GS grade level; such work cannot be credited;

+ Work performed by employees in occupations in which the leader is not sufficiently knowl-
edgeable to carry out the minimum duties required for coverage under this guide (as may be
represented by professional work in an inter-disciplinary or a matrix team). The level of such
work should be used to grade the Team Leader’s position only where the Team Leader has
enough knowledge of the subject matter and the occupations to lead the assigned workers in
accomplishing team goals and objectives. For example, this may involve working collabor-
atively with team members to accomplish the respective mission; working with the team to
determine assignments; ensuring that necessary team and subject matter training are pro-
vided; observing quality of performance; advising and guiding team members in program
matters and resolution of broad or difficult problems; and, providing constructive and timely
feedback to stimulate and reinforce the team’s best efforts.

« One-grade interval work below grade GS-9. Leadership of such work is assessed through
application of criteria in Part I of this guide.

TITLING INSTRUCTIONS

Positions covered by this guide are to be identified by adding the word “Lead” as a prefix to the
authorized title of the position for which the leader is qualified and which best reflects the nature
of the work being performed by the team. For example, a team leader over a team of personnel
management specialists would be titled Lead Personnel Management Specialist. (Note: Where
the final grade of a position is based on its personal work, the position is titled and classified in
accordance with guides and/or standards for the classification of nonleader work, and not as a
Team Leader. Where both types of work are evaluated at the same grade level, the official title
“Lead” is to be used. If desired by the agency, the parenthetical suffix “Leader” may be added
to the basic title of positions graded and titled on the basis of their nonleader responsibilities.)

SERIES DETERMINATION

This guidance is not intended to affect current practice regarding series classification. Positions
classified as to grade by means of this guide will continue to be classified to the most appropri-
ate classification series in accordance with guidance in the Introduction to the Position Classifi-
cation Standards and The Classifier’s Handbook, definitions in the U.S. Office of Personnel
Management’s (OPM) Handbook of Occupational Groups and Families, and amplifying material
in individual OPM position classification standards and guides.
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MEMORANDUM FOR SEE DISTRIBUTION

Subject: Application of the New General Schedule Leader Grade-
Evaluation Guide, dated March 10, 1998

The new guide to classify team leader positions has been
published. Our previous test application of this guide resulted in no
significant number of increases in the grades of sampled positions. Since
there are no major changes in the final version as compared to the draft,
we expect there will be no increase in the grades of most existing
positions covered by this new guide.

Commands should ensure fiscal prudence is used in applying this
guide to ensure it is not used solely to justify the establishment of team
leader positions. This guide will, in all probability, produce upgrades in
such cases. Overuse of the team leader concept may, therefore,
significantly increase the salary costs of commands and further
exacerbate the shortage of funds the Department is facing. Any
application of this guide that results in additional senior grade team leader
positions must be accommodated within your assigned senior grade
ceilings.

The enclosed position management guidance provides a brief
discussion of general issues to consider before establishing team leader
positions and specific clarification of duties that are reserved to
supervisors only.

If you have any questions concerning these issues, please contact
Mr. Edward Liverani at 703-325-1336 or DSN 221-1336.

Carol Ashby Smith
Deputy Assistant Secretary
(Civilian Personnel Policy)

Enclosure
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Guidance for the Establishment of Team Leadér Positions

e Purpose for Establishing the Position

The decision to establish a new team leader position should be based on
the documented need for such oversight. The primary purpose of the
position should be to provide leadership to the work group. If the primary
purpose for the position is to lead others then these duties are expected to
normally occupy significantly more than the minimum 25% of the
employee’s time cited in the guide. The span of control should be
assessed to ensure that team leaders devote a preponderance of time
(51% or more) to lead duties. The establishment of such positions should
not be viewed as simply an opportunity to promote deserving employees
but rather should be based on organizational need. Additional mission
requirements or a significant increase in workload or other significant
organizational changes should serve as the justification for a new team
leader position.

o Composition of the Organizational Unit

The leve! of experience of the employees in the organization is an
important indicator of the relative merits of the decision to establish a team
leader. Full performance employees in two-grade interval occupations
usually function independently. These employees, having developed
expertise in the line of work, are responsible for planning and carrying out
their assignments, resolving most of the conflicts that arise, coordinating
the work with others as necessary, and interpreting policy on their own
initiative in terms of established objectives. Situations of this nature
would not usually require a team leader to devote a preponderance of time
to lead duties for small groups of employees.

Organizations that experience high turnover rates or significant
percentages of employees without a full knowledge of the work may
require a team leader to provide on the job training and frequent checks of
the work in progress. Similarly, when a substantial portion of the workload
is regularly carried out at locations that are physically removed from the
main unit where the supervisor is located, additional oversight provided by
a team leader may be required.

o Use of Project Leaders/Limited Role Team Leaders

In some cases organizations do not require full time leaders but do require
special oversight of some work due to its complexity, the need for internal



or external coordination, or other factors. The temporary appointment of a
project team leader may provide the oversight needed for that project
without the need for a continuing role and a permanent increase in salary
costs. Rotation of such team leader assignments fosters the concept of a
team approach and provides the necessary temporary oversight without
the constraints of assigning a permanent role to one individual.

You may also carefully construct positions that perform some of the
functions of team leaders but do not perform the full range of duties
sufficient to justify the permanent cost of an additional grade to the
position.

e Duties Reserved to Supervisors

Caution must be exercised that team leaders do not function as
supervisors who simply function under a different title. In addition to the
examples provided in the General Schedule Leader Grade Evaluation
Guide, Part I, the following clarification is provided.

Only supervisors can serve as proposing or deciding officials in all formal
disciplinary and adverse actions, i.e., letters of reprimands, suspensions,
involuntary reductions in grade or pay, and removals. Only supervisors
may give informal disciplinary actions (oral admonishments/reprimands,
written warnings and letters of instruction). Only supervisors may issue
Performance Improvement Plans (PIPs). Team Leaders can provide
recommendations and input into the supervisor's decision-making process
surrounding whether to take a formal or informal disciplinary action.

Only supervisors can sign as either the rater or senior rater under our
performance management system, now and under the approved changes
soon to be issued. Team Leaders can provide input, either formal or
informal, into the setting of objectives and assessing performance.

Management may have Team Leaders approve short-term leave, but
supervisors must approve long-term leave.

Only supervisors may approve incentive awards (honorary, monetary and
time off). Team Leaders may serve as the Nominating Official. Team

L eaders may not serve as the approving official, including Time Off
Awards of one day or less.

e Bargaining Unit Status

In addition to the guidance contained in the guide on determining the
bargaining unit status of team leader positions, the Office of Personnel
Management Labor-Management Relations Advisory #98-1, dated April 1,
1998 also contains useful information on this subject. A copy is enclosed
for your information.



MEMORANDUM FOR DIRECTOR CIVILIAN PERSONNEL OPERATIONS
CENTER MANAGEMENT AGENCY, ATTN:
SFCP-MA, 5440 STUDENT DRIVE, ABERDEEN
PROVING GROUND, MD 21005-5200

SUBJECT: Implementation of the General Schedule Leader Grade
Evaluation Guide

Managers and employees have been awaiting the issuance of this
new team leader guide and will be expecting our prompt action in applying
this guide to current position descriptions. The following procedure is
recommended as an efficient means of accomplishing this task.

Almost all position descriptions (PDs) that currently contain a
description of lead duties will not contain sufficient information to permit
application of the guide. A copy of the enclosed template should be
forwarded to the supervisor of each position that contains lead duties with a
request for the supervisor to fill in the necessary information. If the
supervisor determines the title and/or grade will be changed, the supervisor
will submit a Request for Personnel Action at the time the template is
submitted.

Though our requirement to ensure that PDs are accurately written
remains unchanged, we do not envision a need to conduct a large number of
desk audits, nor do we envision any need to completely rewrite PDs.

The position classification specialist should review the information
provided on the template. Gathering this information up front should
minimize the need for extended direct contacts with managers. The position
will then be classified, if it has not already been classified under delegated
authority, and the template will be attached to the existing PD.

We believe it is important to track the growth of this new occupation.
The DIN “JNB” should be used to capture team leader positions. The
designation of “7” will be used to capture these positions as GS team leaders
in DCPDS.

Issuance of the new team leader guide has also caused the removal
of Factor Level 3-1 from the General Schedule Supervisory Guide. All
supervisory positions should be reviewed to ensure compliance with this
change.



Enclosed for your information is our position management guidance
that we are forwarding to the field concerning the establishment of team
leader positions.

If you have any questions concerning these issues, please contact
Mr. Edward Liverani at 703-325-1336 or DSN 221-1336.

Elizabeth B. Throckmorton
Chief, Policy and Program
Development Division
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TEAM LEADER ADDENDUM

In order to prepare this addendum properly, please be sure to read the General Schedule Leader Grade
Evaluation Guide, Part II before submission to the Civilian Personnel Advisory Center.

PD #

a.

Describe the team members by listing the number of employees at or above GS-9 by title, series and
grade level. Please cite only the full performance grade level for each position:

Identify the highest grade level at which at least 25% of the total workload of these
employees is performed :

Identify the percentage of time the team leader devotes to leader duties. %

Circle all of the following duties the employee currently performs :

1. Ensure that the organization’s strategic plan, mission, vision and values are communicated to the team and
integrated into the team's strategies, goals, objectives, work plans and work products and services;

2. Articulate and communicate to the team the assignment, project, problem to be solved, actionable events,
milestones, and/or program issues under review, and deadlines and time frames for completion;

3. Coach the team in the selection and application of appropriate problem solving methods and techniques,
provide advice on work methods, practices and procedures, and assist the team and/or individual members in
identifying the parameters of a viable solution;

4. Lead the team in: identifying, distributing and balancing workload and tasks among employees in
accordance with established work flow, skill level and/or occupational specialization; making adjustments to
accomplish the workload in accordance with established priorities to ensure timely accomplishment of assigned
team tasks; and ensuring that each employee has an integral role in developing the final team product;

5. Train or arrange for the training of team members in methods and techniques of team building and working
in teams to accomplish tasks or projects, and provide or arrange for specific administrative or technical training
necessary for accomplishment of individual and team tasks;

6. Monitor and report on the status and progress of work, checking on work in progress and reviewing

completed work to see that the supervisor's instructions on work priorities, methods, deadlines and quality have
been met;

7. Serve as coach, facilitator and/or negotiator in coordinating team initiatives and in consensus building
activities among team members;

8. Maintain program and administrative reference materials, project files and relevant back-ground documents
and make available policies, procedures and written instructions from the supervisor; maintain current

knowledge to answer questions from team members on procedures, policies, directives, etc.;

Enclosure



9. Prepare reports and maintain records of work accomplishments and administrative information, as required,
and coordinate the preparation, presentation and communication of work related information to the supervisor;

10. Represent the team in dealings with the supervisor or manager for the purpose of obtaining resources (e.g.,
computer hardware and software, use of overtime or compensatory time), and securing needed information or
decisions from the supervisor on major work problems and issues that arise;

11. Report to the supervisor periodically on team and individual work accomplishments, problems, progress in
mastering tasks and work processes, and individual and team training needs;

12. Represent the team consensus and convey the team's findings and recommendations in meetings and
dealings with other team leaders, program officials, the public and other customers on issues related to or that
have an impact on the team's objectives, work products and/or tasks;

13. Estimate and report to the team on progress in meeting established milestones and deadlines for
completion of assignments, projects and tasks, and ensure that all team members are aware of and participate in
planning for achievement of team goals and objectives;

14. Research, learn and apply a wide range of qualitative and/or quantitative methods to identify, assess,
analyze and improve team effectiveness, efficiency and work products;

15. Lead the team in assessing its strengths and weaknesses and provide leadership to the team in exploring

alternatives and determining what improvements can be made (e.g., in work methods, processes and
procedures),

16. Approve emergency leave for up to three days; eight hours or less for medical appointments; and/or other
types of leave as delegated by management;

17. Resolve simple, informal complaints of employees and refer others, such as formal
grievances and appeals, to the supervisor or an appropriate management official;

18. Communicate team consensus and recommendations to the supervisor on actions affecting team and
individual awards, rewards and recognition;

19. Inform employees of available employee benefits, services and work related activities;
20. Intercede with the supervisor on behalf of the team to inform the supervisor of performance management

issues/problems and to recommend/request related actions, such as: assignments, reassignments, promotions,
tour of duty changes, peer reviews and performance appraisals.



